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23 AUG 1966
MEMORANDUM FOR: Deputy Lk rector for suppont
SUBECT : Department of Defense Computexr Institute (DODOT}

1. In the interest of conterving your veading time, this repoxt ¢«
my attendance at the DODC] Sealsr Exacutive Course will be confined
conclusions and recommendations,

2, 1 bsiieve thet all Office Hends and thelr Deputies in the Suppert
Divectorske should have this course or its equivalent. Certpinly, a0 lese
of en oriestarion should be requtced for these officers. I would also strungdy
recommend that you take this course st some convenient time .

3. The initial step iu the development of & system must be the
detsrmibnation by manegement of what management information it vequiras.
This theme was woven into m; every presentation. Altogether too odan
managers delegste this determination to techaicians and systams anslybis .
I am efreid that is what we are daing in ailowing & cystems snalysie grvup
tc make these determinstions for the Suppost Directowate, Um the other
hand, we have at least recoguized the responsibility of keepiag these
determinations out of the hands of the technicians (OCS), but we must i

further and face our own responsibilities. You will recal! that

8 to have given some thought to development of a m
reporting system for the Support Directorats offices. mfmrzamt&y; thiz
never ot very far.

4. Seversl speskers statsd thet “total systems”™ was no more than
a cocktail payty expression. No ose had over realized a tote! system a6
those that axe still attemring to develop this fotality ave facing enormeus
proilems. Aecovding to Mrx. Jobn T. Gaxriry of MeKinsey aowd Company,
ft is a mistake to try to Imtroduce & tote! system and that it should be Byases
up into memmgeaiie and sgparate pieces in oxder to achieve varthwhile posls.
‘The alternative is t walkt for yesrs trylng to develop Wople . M. Gargity
also had a good deal 1o say about facing the most importart tssues first and
cited as an example the Coca Cola Company, which operates the largest
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fleet of trucks in the world and cttempted to manage these trucks throu b
computers, but falled to recognize thet the real guts of the Coga Cols
busincss is sales and sales advertising. This wes not subjected to computex
analysis witll many other less lraportat activitics had been initiated, I
think It might be useful to list Mr, Gax:‘tity‘s main mm'

tecognize maangemm baprovement a3 8 sequiremet
o its own merits amd not gxpect mensgement inproyement 1o come
&8 a by-product of sutomatic dsta processin; by ¢omputers.,

b. The principal officer must be sctively involved and
personslly willing to be iavolved in the devclopment «f Lis mans -
ment laformation system,

¢. The totel management Information systere should be
broken up into its componeat parts snd menageable pisces imple-
mented. These sboauld be messurable aad definable,. In other
words, It ig necessary to avold the dilemmae of an air line whiclh
attempted to gain meximum atilization of the 10 hours of flying
time for stewandesses per mosth by acheduling on 2 computer,
In attempting to solve this, they were led into probiems of tratn.ng,
recxuitment, scheduling of alcplenes, meintensnce, #tc., Asa
result, they embarked or a total systems study which is still
going on, bt the problam of getting 100 hours of work fox 100
houre of pay from the stewardessss has novar heen rosolved.

d. It ie essentis] ther the systew tv be implemented feue
on the importent problams, 1.e,, regl jut issues which in one
industry may be cost of yaw materials and ia another It may be
advertising. In most Government activitics, planaing and decis.on-
making are the gut issves. Contyol informution such as wo are
pressatly producing on the 5C1 has 8 tendency to bog mansgeme t
down and should be evoided. What we are really looking for is
performance information and this is sometimes difficult to defipz ,
k is, therefore, essentisl to sssess your besic isformation reg ire-
ments first rather than look at what is presently beirs dune and toying
to extrapolate from that the management Information which you can
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¢, The speed and volume potentis! of the computer whil:
very impressive should not be the sole focus of the ¢Compaer’s
utility. The computer should ke looked on as 2 tool Yor better
information for planning and decision-making .

5, Onher important parts of the cuurse had to do with the selegudon
of computers and peripherel equipment such s readouts and input devices .
In this conneetion, it would appear that the Camress Icorporated apprach
to these questions 12 2 good one . | am atteching a copy of thaly srochdce,
In easence, the Comress system uses g computer to eveluat: the needs f
oen organization for computers axd describes the job in termy of compater
capability. Their final report iney be used s a statement »f specificeticns .
I recommend that the Executive Dizector-Camperoller consider Comrese,
Inc.

6. Finally, the course ave & cursory, sithough somewhat thar -
consuming, ltroduction to the bingry snd octal numerical syctems and
their reletion to computors, as well as the diagramming anc writing of
compiter programs. [ bellieve that It is essestls! that mansgors undegstand
the importance of software if they ave o have offective systems for méaage-
ment and date proceseing.

SICGNED Alan M. Warfileld

Alan 34, Warfield
Assistant Deputy Directox

Att. for Support

cc: D/TR

ADD/S/AMW:bak(22 Aug. 66)

Distribution:
Orig. - Addressee w/att
- DD/S Subject w/background
1 - DD/S Chrono
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